The article presents the context and individual determinants of entrepreneurial success, including both structural (socio-political, economic, technological, legal) and individual factors. The author presents a review of models outlined in literature and defines entrepreneurship in the following categories: sets of personality traits, a description of attitudes, specific skills, actions and processes. Results of research on entrepreneurial characteristics, attitudes, motivations and actions are also outlined. The model of Homo Hubris -an ideal entrepreneur, capable of transgressive behaviour -is referred to in the context of personality concepts. The author also outlines a list of features and characteristics that hinder and those that, conversely, facilitate entrepreneurial actions, with a special emphasis on the role of a generalized sense of self-efficacy. Furthermore, a range of business coaching applications is discussed, as well as the objectives and benefits stemming from this type of specialized service aimed at business owners. In the application section of the article, the author's model of "four pillars of personal agency of entrepreneurs: harmony in emotions, cautiousness in thinking, respect in relationships and courage in action" is discussed. The author also discusses an example of the application of this model during a group coaching session for 41 entrepreneurs participating in the project "Entrepreneurship in the creative sector". Among the main benefits of participation in the business coaching process, participants referred to the identification of their own personal resources, strengths and talents, as well as areas for further development; greater clarity in planning activities and setting priorities; improved ability to manage their emotional state; strengthening internal motivation, commitment and consistency; greater sense of agency, proactive approach and the development of social skills to be used for establishing and deepening relationships with clients, colleagues and clients.
INTRODUCTION
What sets the limits of action for entrepreneurs and determines their chances to succeed? In order to answer this question, we must consider both external, systemic factors affecting business activities, and internal, personal factors, pertaining to the motivation and competences of entrepreneurs.
L.D. Czarkowska
Political and economic freedom that had been fought for and later built following the advent of democracy and the development of free market economy has both provided Poles with access to a wide range of possibilities and generated an acute sense of uncertainty 2 . From the 1950s to the 1980s, Poles struggled on a daily basis in the "reality of endless shortage" of goods, services and -perhaps most importantly -possibilities. Back in the day, in most unfavourable conditions, only exceptionally enterprising individuals would seek opportunities and legal gaps allowing them to run private firms regardless despite the crippling restrictions imposed by the system of centrally planned economy.
In today's Poland, life and professional challenges have shifted towards Western European standards and they now emanate from the opposite situation, namely the omnipresent excess of everything. Along with political and economic changes that have taken place in Poland over the last thirty years, as well as the process of globalization and rapid technological progress, a wide range of possibilities has, at least potentially, opened up in almost every domain of life. This results in a certain decision paralysis, paradoxically due not to the shortage, but the excess of available information, to the multiplicity of options and choices.
In order to ensure the picture is complete, we should also take into account the sociocultural changes, as a result of which generations of people born in the 1980s and 1990s, called "Generation Y" and those born in the 21 st century, referred to as "Generation C", have grown up under completely different social, cultural, economic and technological circumstances and they have been raised with different sets of common beliefs. When together with the introduction of democracy and free market economy, systemic barriers to individual business initiatives were lifted, a sudden wave of optimism brought along with it slogans prompting proactive attitudes: "to want is to be able to", "you can do anything -the choice is yours" and "developing you potential is a guarantee of success". The widely proclaimed freedom of choice and success stories about spectacular careers and business ventures, quickly acquired wealth and luxurious lifestyles still incite many to set themselves ambitious goals and magnify, sometimes excessively, their thirst for success.
Still, when choosing one's path in life, one has to take into account certain "hard" constraints, namely the available financial resources, time and legal regulations; the latter, on the other hand, are a guarantee of personal freedom, civil liberties, social and economic rights, as well as tolerance for individual lifestyle choices. Global economic changes, which have a significant impact on local supply and demand, the incessant technological development, innovations in the manufacturing of goods and the provision of services also inevitably deepen the feeling of uncertainty.
It is therefore all the more important now to understand how an individual can -using internal resources -enhance his/her personal agency in order to maintain control within this constantly changing environment and influence his/her own situation. In this environment, characterized by a multiplicity of options, growing complexity and diversity of contexts, substantial demand for business coaching is observed, as it can offer a number of useful methods to help us make the right choices, consistent with our value system and, in the case of entrepreneurs, facilitating strategic and tactical decisions 3 .
CONTEXTUAL AND PERSONAL FACTORS OF ENTREPRENEURIAL SUCCESS
When we examine the economic and legal background of entrepreneurship development in Poland, we come across ample information on objective indicators that can be used for the purposes of comparative assessment of business conditions. In order to learn more about the so-called general environment -i.e. common to all firms operating in Poland -it seems advisable to conduct the PEST 4 analysis, taking into account the following dimensions: 1) political and legal, 2) economic and financial, 3) socio-cultural, and 4) technological.
The organizational environment is assessed, inter alia, through international rankings based on global research; in recent years, their results have indicated a gradual (though not in every aspect) improvement of the situation in Poland (Table 1) . Business  73  70  62  55  45  Global Competitiveness Index  46  39  41  42  44  The Heritage Foundation  68  87  64  57  50 Source: own study based on Krajewski 2014 In the Doing Business 2014 5 report published by the World Bank, Poland ranked 45 th among 189 countries. The study takes into account the impact of the legal environment on ten key business areas, namely: 1) starting a business, 2) dealing with construction permits, 3) hiring employees, 4) registering property, 5) getting credit, 6) protecting minority investors, 7) paying taxes, 8) trading across borders, 9) enforcing contracts, 10) resolving insolvency (http://www.doingbusiness.org). In the Global Competitiveness Index of the World Economic Forum (GCI), which takes into account the wider context and includes 12 areas affecting the development of entrepreneurship, namely: 1) institutions, 2) infrastructure, 3) macroeconomic environment, 4) health, 5) primary and higher education, 6) goods market efficiency, 7) labour market efficiency, 8) financial market development, 9) technological readiness, 10) market size, 11) business sophistication and 12) innovation 6 , Poland ranked 44 th among 148 countries (2014). The Index of Economic Freedom is a report prepared by "The Wall Street Journal" and Heritage Foundation and it includes a description and assessment of economic freedom, 3 . When examining personal factors that determine the success of an entrepreneur, it seems advisable to resort to the results of quantitative and qualitative research, taking into account characteristic features, as well as competences, attitudes and motivations 89 . In everyday context, the adjective "entrepreneurial" is most often used to describe a person characterized by agility, acumen, resourcefulness and the spirit of initiative. An enterprising person is inventive, energetic and courageous, effectively responds to various situations, is capable of making decisions, taking appropriate actions and risks, and easily adapts to the changing environment 10 . Many definitions of this concept can be found in literature. Entrepreneurship is defined as 1) a set of personality traits, 2) a particular attitude, 3) a specific type of behaviour (actions), 4) a process (undertaking) 11 , as well as 5) specific economic functions performed, and even 6) a management style 12 . In the on-going debate whether entrepreneurship is an innate and permanent personality trait, or whether it can be learnt, no universal agreement has yet been reached, even in terms of a universal set of traits typical of an entrepreneurial personality 13 . Nevertheless, the results of empirical research induce authors to create lists of characteristic features that distinguish entrepreneurs. It typically includes creativity (ingenuity), consistency, responsibility, expertise (competencies), decisiveness, courage, assertiveness, appropriate appearance, strong character, self-control, communicativeness, resourcefulness, efficiency, readiness to take risks, work discipline, self-confidence and a proactive approach 14 . Among the characteristics of entrepreneurs, Karlöf emphasizes the importance of the following six traits: a) ability to make independent decisions, b) desire to dominate, c) desire to generate profit, d) strong need for achievement, e) spirit of initiative and f) putting high demands on oneself and others 15 . Personality traits of entrepreneurs have been examined and discussed at length 16 . Lesław Haber 17 claims that the ideal personality model for an entrepreneur is Homo hubris, i.e. an individual driven by hubristic motivation 18 . According to this model, the perfect entrepreneur -Homo hubris -is characterized by 1) a strong need for achievement, 2) high levels of risk tolerance, 3) non-conformism with respect to rules, 5) high selfesteem, and 6) readiness to take transgressive action.
Entrepreneurial transgression in his approach means "continuous expansion of one's area of physical, intellectual, manual or mental possibilities, extending the limits of cognition, tearing down barriers and stereotypes, establishing new firms and undertaking entrepreneurial activities" 19 . The analysis of empirical data collected in the 1980s and 1990s shows that the links between personality traits defined by subsequent theorists and entrepreneurship itself are rather weak and unsystematic 20 . Furthermore, given the absence of a general agreement on a universal set of traits typical of the entrepreneurial personality 21 and the fact that those who achieve business success may represent very different personality types, we should refrain from further exploring this path 22 . Most convincing data has been collected in relation to the positive correlation between entrepreneurship and the need for achievement 23 , first described by Henry Murray, and later popularized by David McClelland 24 . It was not until the beginning of the 21 st century that, following the popularization of the five factor model of personality traits -neuroticism (vs. emotional stability), extroversion, openness to experience, agreeableness and conscientiousness -called the Big Five, several meta-analyses 2526 of research results were conducted in order to enhance the control of research methodology and statistical evaluation of the strength of identified regularities 27 . As the model assumes that the basic structure of personality traits of an adult is determined biologically, stable and universal, that is, virtually independent of culture 28 , it can be concluded that the results of any research carried out in this area can be also applied to Poland. Meta-analyses have confirmed that the three features of the Big 80 L.D. Czarkowska
Five model are significant predictors of both one's intention to set up a business and one's success as an entrepreneur. Conscientiousness and openness to experience seem most closely linked to entrepreneurship, while neuroticism, which is the opposite of emotional stability, has turned out to be relatively the weakest predictor (although not negligible).
Another "Big Five" trait that deserves particular attention is self-efficacy. In their meta-analysis, Rauch and Frese prove this trait to be particularly important 29 , and r values calculated for it are highest among all analysed personality variables; they amount to r = 0.38 for business creation and r = 0.25 for the company's success 30 . For this reason, in the proposed model of the four pillars of personal agency entrepreneurs benefit most from enhanced self-efficacy.
Individuals with a strong sense of self-efficacy are also proactive, have and internal locus of control, believe to be actively creating their reality. They regard problems and difficulties as challenges, have a high level of confidence, the ability to cope and strive assiduously to achieve their objectives despite obstacles they may encounter. In crisis situations, they rely on more constructive methods of dealing with problems: they develop long-term plans and are actively looking for information 31 . In addition to the strand of research aimed at defining the set of personality traits that characterize entrepreneurs, there is a wide range of studies examining entrepreneurship in terms of actions. On the one hand, entrepreneurial attitudes 32 and motivations 3334 are revealed in actions; on the other hand, taking action is an opportunity to develop entrepreneurial competencies 35 .
BUSINESS COACHING: TRAITS, MOTIVATIONS AND ACTIONS OF ENTREPRENEURS
The vast majority of researchers are of the opinion that entrepreneurship is not conditioned by immutable personality traits, but can be learnt. In their view, entrepreneurship is a special attitude, or a specific type of action that can be trained and shaped in the process of socialization 36 . Entrepreneurship understood as the attitude of an individual towards the environment is expressed in the creative and active effort to 29 Rauch A., Frese M., Let's put…, op. cit. 30 Kaczmarek M., Kaczmarek-Kurczak P., Przegląd metaanaliz…, op. cit. 31 improve one's situation, in willingness to take action and adapt the existing strategies, as well as the desire to achieve material gains 37 . Peter Drucker also clearly states that entrepreneurship is not a personality trait, as successful entrepreneurs form a heterogeneous group that includes individuals with opposing types of temperaments. The art of dealing with uncertainty, exploration and implementation of innovation, maximizing opportunities and applying strategies and practices that are congruent with the intended purposes can be learnt 38 . A generative approach to the individual, which assumes sine qua non each person's growth potential and the ability to change his/her behaviour and actions, is fundamental for coaching. For this reason, entrepreneurship in business coaching is not treated as a fixed set of personality traits, but as a set of skills and strategies that facilitate transgressive action, which can be acquired, learnt and trained through conscious, targeted and systematic work on oneself 39 . As part of the business coaching process, emphasis can be placed on individual goals: thus, it will become a specialized service targeted at a specific group, i.e. entrepreneurs who wish to set up or are already running a business and intend to expand it, aiming to build a successful firm mainly through the development of self. This form of coaching will benefit in particular the owners of small or medium-size enterprises and professionals running their own business. If the coach works directly with the entrepreneur, the coaching process may address to a greater extent the personal assets of the firm owner, his/her behaviour and competences, beliefs and values, as well as the vision of life and mission, which also encompasses his/her actions taken as an entrepreneur.
In terms of objective goals, business coaching can be applied to any firm, regardless of its size: from one-person businesses to international corporations. It is understood as a process focused on the firm's interests, on streamlining its operations, facilitating its development, on expansion and profit generation. This effect can be achieved through systemic work with the organisation's key decision-makers, with coaching conducted at the board level 40 and through working with leaders, those having a particular impact on processes taking place within the organization, innovators and high potential individuals. The essence of this process is to translate the corporate vision into a strategy, ideas into actions, and to provide support to individuals and teams in the on-going process of goal achievement.
In practice, the two approaches to the process of business coaching -subjective and objective -are often intertwined. External results (measurable outcomes) are considered to be the effect of competence development and the selection of appropriate measures by those who are jointly involved in the functioning of the company.
In conclusion, we can say that it facilitates the process of making strategic decisions and key choices by clients through three basic functions: 1) expanding their self- 37 awareness, 2) strengthening their capacity for self-regulation and 3) supporting the process of planning, implementation and verification of actions taken by entrepreneurs (see Fig. 1 ).
Fig. 1. Functions of business coaching
Source: own study based on Czarkowska L.D. 2015a.
Systematic expansion of the client's self-awareness is of utmost importance for business coaching. It can be achieved through targeted observation of habitual patterns of behaviour, analysis of actions taken and results achieved, as well as openness to feedback. For this reason, it may be useful to refer to the list of traits (permanent or variable) that can facilitate or hinder taking entrepreneurial actions ( Table 2) .
The list presented in Table 2 -just as any attempt to synthesise the results of several studies undertaken on the basis of different theoretical assumptions and carried out on non-comparable empirical samples -can naturally be considered arbitrary and simplified. Therefore, it should not be used outside of the situational context in which the entity operates, and it certainly should not be regarded as a tool for assessing the potential of individual entrepreneurs. It can be resorted to for coaching purposes, as a list of characteristics representing a point of reference for independent, in-depth reflection on behavioural strategies and their relevance for the goals set.
In business coaching, in addition to the entrepreneur's self-reflection on a set of personality traits, it is of utmost importance to identify personal motivation factors determining the person's ability to create and develop business activities. The motivation of entrepreneurs has been subject to a great number of studies and a wide spectrum of factors that motivate people to take up the role of an entrepreneur has been outlined. According to Maslow's classic model, motivation sources must be sought among the individual's unfulfilled needs 41 . Importantly, the pursuit of profit maximization is not the main material factor that triggers the individual's readiness to start a business. Naturally, profit as the primary indicator of any business's effectiveness is important, but, as Peter Drucker notes, "the primary test of any business is not the maximization of profit, but the achievement of 41 Among material factors that have triggered their decision to set up a business, Polish respondents quite often refer to necessity, i.e. unemployment or the desire to generate extra income to supplement insufficient salaries or pensions 43 . Such entrepreneurs are dubbed "coerced entrepreneurs", as opposed to "opportunity entrepreneurs", who have been identified as those who set up their business as a response to an opportunity they have perceived, e.g. a particular idea, access to a suitable space, lack of competition in a particular sector of products or services, or access to co-financing from EU funds 44 . Naturally, a number of important non-material factors that may encourage one to become an entrepreneur should also be taken into account. These include: 1) the desire to achieve independence, self-reliance and autonomy in decision-making, 2) the need to dominate, to gain competitive advantage, to become a leader in a particular field, to influence, 3) the need for acknowledgement, respect, social stature within a community, 4) the need for achievement, 5) the need for self-realization, and even 6) transpersonal needs: to serve the community and to pursue one's ideals. In the process of business coaching, the coach should ask the entrepreneur about his/her definition of success in terms of both material and non-material aspects; subjective (self-fulfilment and satisfaction) and objective (measurable indicators); internal (reference to each other) and external (as compared to others) 45 .
FOUR PILLARS OF PERSONAL AGENCY OF AN ENTREPRENEUR -MODEL
The author's model of "four pillars of personal agency" has been created together with Artur Rzepecki, initially for the purposes of coaching leaders; however, given the nature of activities in the area requiring independence in decision-making, it proved extremely useful for business coaching.
For the purposes of developing the model, four areas were first determined: two internal (the intrapersonal dimension): thinking/reflection and emotions, as well as two external (the interpersonal dimension) -actions and relationships. It should be noted that each of these areas relates to a different set of aptitudes and competencies, hence the resulting ease or difficulty in moving freely and in effectively managing one's actions within them depends on each person's talents and skills. Some entrepreneurs are extremely agile in thinking, yet not as effective in understanding and managing their own emotions, or vice versa. Certain leaders are determined in action, but incapable of skilfully building relationships conducive to the achievement of team goals or, conversely, they excel in creating a good atmosphere, but prove ineffective in enforcing satisfactory results. Rare are leaders who are proficient in all of these aspects; they can be extremely effective and, at the same time, create profound relationships, establish long-term cooperation and encourage the involvement of others. 43 The model itself (Fig. 2) implies the existence of a functional balance between two aspects in each of the four development areas: 1) balance between imagination and reason in the area of thinking; 2) balance between excitement and inhibition, and between positive and negative emotional states in the area of emotions; 3) balance between respect of others and respect of oneself in the area of relationships, and 4) balance between openness to feedback and readiness to defend one's opinions and values in the area of action. 
Harmony in emotions
In the emotional area, the symbolic denomination of the equilibrium point is HARMONY, understood as balance between excitement and inhibition processes, and as balance between the so-called positive and negative feelings. Strong emotions emerge naturally, whenever we leave our comfort zone, or when something "important" happens to us, and therefore in any situation that involves a potential threat, or touches upon values that are essential to us. Emotions bring valuable information, are a signal on what to look for and provide us with energy, and therefore motivate us to take action.
Cautiousness in thinking
In the area of thinking, the equilibrium point is represented by CAUTIOUSNESS, which means the perfect balance between imagination and reason. Cautiousness allows us to combine dreams with reality and ensures balance between ambitions and capabilities. This results in a combination of inspiration and logic, which allows us to come up with both new and useful ideas and solutions, and seek manners in which to achieve them. In the area of relationships, the equilibrium point is RESPECT, both of others and of oneself. Mutual respect enables us to build a true partnership; openness and readiness to accept differences, both rooted in respect, bring added value. The balance between the rights we grant to ourselves and to others is called assertiveness; its opposites are submission and aggression; it allows us to build a relationship based on trust, which lowers transaction costs.
Courage in action
In the area of action, the equilibrium point is COURAGE, located mid-way between cowardice and bravado or buffoonery. Courage is the willingness to take responsibility for oneself and for one's decisions, to act and exceed one's limits. Courage allows us to behave in harmony with ourselves and with our values while being receptive to feedback; it lays the foundation for growth. In actions, courage helps us implement long-term strategies and short-term tactics in harmony with ourselves and with respect in relation to the views and needs of others.
In Table 3 , in addition to the above values and their effects, a number of grotesque masks are listed; they represent attitudes and behaviours that we tend to adopt when we let one of the extremes prevail. The consequences of these caricatural roles are also discussed. In the project, group coaching with elements of mini-training and individual coaching sessions were employed depending on the issues discussed. The main objective of the process was defined as "supporting the development of self-awareness and personal agency of entrepreneurs". The project involved 41 entrepreneurs who had volunteered to participate; they were divided into five groups of up to 12 people. Each group held a series of 10 four-hour meetings dedicated to specific issues related to combining the roles of creators and entrepreneurs 46 . Each four-hour meeting included an introduction to the subject (a short lecture), coaching exercises in groups and individual coaching sessions. In order to provide clients with comfortable working conditions and ensure the individualization of the process, in addition to the leading coach (the author of this article), assistants coaches were present at all meetings (1-4 assistants, depending on the number of clients).
The model of four pillars of personal agency was applied in the process of coaching entrepreneurs from creative industries, with a view to assessing their current competencies and to design development activities in selected areas. Programme participants received a template form (Table 4 ) allowing them to analyse their own strengths and weaknesses, and to specify their desired objectives, select achievement indicators and plan all steps necessary to attain them.
On the basis of observations made during group discussions in the framework of action research and following the analysis of evidence collected during 12 in-depth interviews conducted after the completion of a six-month process of business coaching, we conclude that business coaching is an effective method that helps coachees cope with the uncertainty and volatility that are symptomatic of our times. Strengths that allow entrepreneurs to effectively deal with risks and uncertainties include willingness to decide about oneself and be in control of one's life; need for achievement, greater risk tolerance, sense of personal responsibility for one's actions and internal locus of control. This package of personal predispositions typical of entrepreneurs is confirmed by the results of other studies carried out in Poland
4849
. At the same time, some entrepreneurs have a tendency for excessive optimism and wishful thinking, they overestimate their chances of success and fail to recognize threats, focusing selectively on success stories they have heard 5051 . Business coaching allows entrepreneurs to answer a number of questions that they usually disregard, and thus may contribute to ensuring that the strategy matches the goals set and is well rooted in reality. 52 Business-coaching support is particularly important in times of uncertainty, as it the development of entrepreneurship is conducive to fulfilling the following individually and socially beneficial functions: 53  Intensive use of resources, in particular knowledge and intellectual capital;  Speed and flexibility of response to market signals;  Creating and testing innovation;  Creating a protective buffer;  Blurring boundaries between organizations and the environment. While entrepreneurs in Poland -operating in an unpredictable and evolving political, legal and socio-economic environment, which is conditioned by multiple factors -cannot rely on any external bastion of certainty, business coaching may allow them to look inside and find a stable foothold in their own pillars of personal agency.
Coaching develops self-awareness and allows us to remain in control of our lives and to create our own reality, by taking responsibility for ourselves, for our choices and decisions. Without consciousness we are defenceless, weak and we rely heavily on circumstances. Consciousness is a fundamental resource that we should cherish: a combination of cautiousness in thinking, harmony in emotions, respect in relationships and courage in action; the four pillars of agency power of efficient entrepreneurs.
If these inner resources translate into conscious decisions and effectively implemented actions, they may allow us to achieve external success, as well as internal cohesion and a sense of fulfilment.
